


(o)

Il

\J
“
4 "|

‘CEFEERE

EEER
EEE

—
.
-—
r
F
(3
-

oo

L N ]

il lllll
On
==
=
ll=

Mt MICROCOPY RESOLUTION TEST CHART E
.‘ 2 NA oNAL eREAL O 'mmm;\ 1964-4

.‘" ¢ < ) R

|

PN

el S i i ',,..,.,. : -.-r—w-»‘n m. '
A "'n' e, "i:" R .ymr'.' R et TR .
3 6 :" ey oty “' arhtl “‘ “";‘. :.‘ " "'u l"" ",‘n‘ ONTARRY "‘.";‘:". ‘l
R ‘:. .‘ "‘ .‘*‘ il ": : :‘ ’:: ‘; 0‘:':‘:‘0 B . '0" fy c

A 0 q‘i.t,l\u,n N s.,'. ¥ ‘.v,t.v.j:.‘,\...g,:,g.:. v ,‘_zg:w. ',», g ::q" 2 .‘l."z

W
.




Catie RG- B ed LN A aus e S aves suih s

PR R R BE N R R B I T I I

—— cTUDENT

The views expressed in this paper are those of the author
and do not necessarily reflect the views of the
Department of Defense or any of its agencies. This

document may not be released for open publication unti S

it has been cleared by the appropriate military setvice or

govermnment agency.

LR AENREEEEEEEREEE RS

STREAMLINING - AN ACQUISITION REFORM INITIATIVE

v ) BY

) ) ;

() LIEUTENANT COLONEL ALOYSIUS GREENHOUSF ;
. DTIC
) ELECTE -
- JUL 2 9 1987

| E
) . |
- - 'ST F-
o r;l RIBUTION STATZMENT A: Approved for public
ease: distribution is unlinited.

23 MARCH 1987

-

L




SECUMTY CLABRNCATION OF Tuis PACE (Than Dwe Bwered -

READ ISTRUCTIONS

i REPORT DOCUMENTATION PAGE arre SaTRUCTIONS
};‘( ACPOAT nuueCA 3. Oovv Accuuo- NQJ ) RECIMIENT'S CATALOG NuuetR

'-‘a‘ N

o / (o o

b S TITLE (ane Subeitle) 3. TYPEL OF AEPORT & PLMOO COVERED
i ! P .

N "Streamlining--An Acquisition Reform Initiative" :

Individual Tssay

o §. PERFORMING ORG. AEPORT NUMBER
)

Bt
24 ey
,:. 7. AuTHOR(®) 6. CONTRACT OR GAANT NUMSEN(S) ]
! LTC Aloysius Greenhouse

o

.‘:e' 5. PERFORMING ORGANIZATION NAME AND ADDRESS 10, PROGRAM ELEMENT. PROJECT, TASK
"t us Army War College AREA & WORK UNIT NUMBERS
:,". Carlisle Barracks, PA 17013
.,:t

' 11. CONTROLLING OFFICE NAME ANO ADORESS 12. REPORT DATE

23 March 1987

¢ Same 13. NUMBER OF PAGES

i; 17
;lq 4. MONITORING AGENCY NAME & ADORESS(/f dliferent from Controlling Office) | 1S. SECURITY CLASS. (of this reporr)

i
e UNCLASSIFIED

- T5a, DECLASSIF

:‘.i e sc“&&{l(ICA'noufoovncluomc
}: 16. OISTRIBUTION STATEMENT (of this Report)

¢
)

.l: Approved for public release; distribution is unlimited.

o S

M) [} ‘
K
..' 17. OISTRIBUTION STATEMENT (of the abetract entered in Block 20, I differant from Report)
]
4‘!'

i
W 18. SUPPLEMENTARY NOTES

(\

-

’:o

K \J
’z 19. KEY WORDS (Continue on reveree eide il necessary and identify by dlock number)
89

'

.
v

¢
o
:.:‘ 20. ABSTRACT (Centinue en reverse side If necossary and identify by bleck aumber)

.’y.
::- In structuring and egquipping the Armed Forces to meet
¢y the needs of national security, military leaders must first

_ discern from the national purpose and national strateqy the
o force requirements that will provide the means to accomplish
.;:.- that strateqgqy. During a time of limited funds to support the
;:3: requirements for defense, the services must devise a system
o of acquiring wmilitary hardware that is both efficient and
‘. |
1 DD ,"52'5 1473  tormow of 1 wov es s osoLeTE |

s SECURITY CLASSIFICATION OF THIS PAGE (When Dets Entered)

N CAN] 5] K AN xti
ORI 'm’fa’ RN R LR o 'c.'-‘.“, A AR AN ERONOTON Sl 4‘;%‘:‘4’;'1';? o edrdinhnhe!



W T W e W Y = e T

~
L

'&;. FECUMTY CLASSIZICATION OF TS PAGEWhan Dol Rarred

A

;‘{ Item 20--Continued

.f', effective. Requirements must be simplified; off the shelf

N technology must be used; greater reliance must be placed an
the ability to field equipment now that 1is capable of

b simplified upgrades as new technology emerges. And too, the

in: costly process that requires 10 =~ 15 years to field a new

v" system that is outmoded within a few years after it is in the

D, hands of the users, must be eliminated. Fundamental to the

process, aust be consideration for the bhuman factors in

. engineering and design. The primary oblective of the process

;g is to achieve performance, in a timely manner, and at an

:': affordable price,’ Acquisition Streamlining is a major

! initiative that ¢an allow the military services to meet this

a objective.

1

"

LI

o

o

|(l

A

e

2

2

>

>

3

il

R

s ‘

i

e

.

i

e

o

b

2

§ »

™

4

hy,

=

§

u_

e

3

3

P

-

Y




N

&
3
.
(]
]
;
& USAWC MILITARY STUDIES FROGRAM FAFER
]
¢
[}
]
L]
'
K STREAMLINING ~ AN ACOUISITION REFUORM INITIATIVE
' An Individual kssay
1]
by
‘ Lieutenant Colonel Aloysiuese Greenhouse
&
31‘ Colonel Charles Falmer Accesion For
. o . NTIS CRA&
Froject Adviser DTIC TAB 0
. Unanrou: ced 0
) Justif. anon
2 R R
dt T -—1
'-‘. B
' DISTRIBUTION STATEMENT A: Approved for public Dytma jr— .
Telease; distribution is unlimited. R
\ t[_]h'{'v ("‘\ 4nq
e S — : -
. h LAV g ar
: U.S. Army War College Dist | e
Carlisle Rarracks, Fennsylvania 170134 H/,! j.
. ST W, P
. 2% March 1987 ]
§
: I.vstl
Q ~
| The views crpressed in this paper are those of the ¥
- author and ¢~ =9t rececesrily reflect the views of )
" the Departmei.c cf Dufe~:.2 or eny of ts agancies.
! This doc' neat may not be releez:d fcr open publication
: until 4t has been clcared by the appropriate miliiery
: service cr government e~ency.

:-:"“q nl»&

" - O ) 0 ¥ U 7\
v " R A ‘c' ‘.' Pttty 'c'.g'.‘"‘ Y':"fﬁ:'t'“ s el ‘" tialtah “."‘v i i "7’-,.;"“:’-";‘.}:“‘ KRN

:t’*



-,
- -

e
-

-

ABSTRACT

AUTHUOR: Aloysius Greenhouse, LTC, IN
TITLE: Streamlining - An Acquisition Reform Initiative

BT FORMAT: Individual Essay

o DATE: 23 March 1987 PABES: 15

G

b0

et ~ In structuring and equipping the Armed Forces to meet

the needs of national security, military leaders must first
discern from the national purpose and national strategy the

%ﬁ force requirements that will provide the means to accomplish

" that strategy. During a time of limited funds to support the

4& requirements for defense, the services must devise a system

N of acquiring wmilitary hardware that is both efficient and
effective. Requirements must be simplified; off the shelf

o technology must be used; greater reliance must be placed on

;gq the ability to field equipment now that is capable of

§\§ simplified upgrades as new technology emerges. And too, the

iﬁ* costly process that requires 10 - 15 years to field a new

N system that is outmoded within a few years after it is in the
hands of the users, must be eliminated. Fundamental to the

e process, must be consideration for the human factors in

_hg engineering and design. The primary objective of the process

~g$' is to achieve performance, in a timely manner, and at an

Wiy affordable price,,. Acquisition Streamlining is a major

e initiative that c¢an allow the military services to meet this

) objective.
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Streamlining ~ An Acquisition Reform Initiative

In the first yvear of his presidency, Ronald Reagan kept a
campaign  promise--—-he won approval for funding of the largest
military modernization program in the history of the country.

The: 1.6 trillion dollars in the Appropriations Bill
spread over fiwve years was the green light {for the
acgquisition of major new weapon systems, as well as, the
authorization to speed up production and fielding of others
already in the development and testing stages.

fhis wmodernization effort, dubbed "the rearming of

America', by the press, was and 1is required in order to
praovide a creditable deterrent to the primary adversary ot
the Woted States. The Soviet Union spent an estimated 16%
of its gross national product on its military at the same
time that this country’'s defense budget was experiencing
negative real growth. This allowed the Soviet Union to not
only build ite conventional and strateqic forces to a level
of preeminence 1in the world in terms of numbers alone, but
also to close the all important qualitative gap 1in
technology, long considered the trump card of the U.S. and

its allies.
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As  dangerous as this situation has become, to most

¢ . . , .
* Americans, the world is at peace. Many question the wisdom
¥

3

é of the huge =sums of money spent on the military especially
KX

since the bill paver is domestic social programs. Most are

N

4 . . .

? in favor of a strong national defense but have serious doubt
o X .

:4 that giving an open money sack to the Fentagon is the way to
Wy

oy achieve it.

u

:i wWith the country struggling under the weight of a huge
Y

v

t

&. rnational debt and the public’'s concern about the size of the
\ defernse budget in & time of peace, it is no wonder that the
ey

&
ig® 1
I Congirress has moved to reduce spending for defense programs.
tg

s
1,

i Givern the threat, the need Ffor military hardware to
¥,

o
: replace aging outdated equipment to take the armed forces
;' intao the 2=t century, is  real and valid. However it is
ta impractical to think  that the modernization effort will be
h

4 accompliehed by bankrupting the nation. The reality of the
\

AL . . L. -
e day 18 that there 1s only & finite amount of resources. e
3
o cannot buy evervthing we want.

,) With thie i mind it 1s incumbent upon the leadership of
x 5 F F

ey S . : .
Ot the military to be innovative in the manner in which it will
i
o . . , . L
b seek  to satisty military requirements. The old traditional

Y Y i

- way of doing things must be placed under the microscope and
4" 4
Q"‘l . O .

|w anal yred. New more effective and efticient procedures must
;

v be found and infused into the various managerial systems in
[ ) v
o order to eliminate inefficiency and do more with less,
y"':
v
W
L}

Y

‘?v:'

g 4

oy
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No where has the need for innovation and creativity been
more critical than in the manner in which new systems are
bought. Thie has been highlighted by the widely reported
cases of waste and fraud that has led the public to believe
that something is wrong with the acquisition process.
Contrary to what some may think, the perception of the public
is important. After all, in the Ffinmal analysie in &
democratic society, all who work in the public sector are
accountable to the people. Theretore this problem must be
addressed and public confidence must be restored.

The Army s answer to iNncrease efficiency and
eftectiveness 1 the manner in which equipment i1s procuread 1s
the Streamlined Acqguisition Frocess.

In an article written for Frogramnm Manaager, Dr. Richard
SQtimecn  etates  that "Streamlining ie an acquisition strategy
that offers new inroads into untapping the experilence and
ingenutty ot aour DUD and industry work force i1 defining the
most cost  effective contract reguivements for development of
Ti€sv? weapon  systems. Thie approach has proved to have

significant potential to reduce weapon system cost and can

recult in  improved quality and performance.’” This hits at
the heart of the 1ssue. The objective of the acquisition

process i1s  to Field evetems that satisty miseilon needs for
national defernse in terms of performance, timeliness, and
affordatble prigeﬂ I+ through streamlining, csophisticated
weapon systems, that work, can be fielded in a short period
of time at a substantial savings to the taupayers, then this
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o

procese will be the most revoluticnary change in military
system management in the past twenty vears.
1t 1s necessary to pause at thie point to address an

1ssue which 1s tundamental, yet constantly overlooked in the

acquisition proceses. This iesue is just how are the urgent
needs o+t national security determined. This 1s critical

because it iz the qguestion of "needes' that +torm the baszie for

the request and appropriation  of funds to the various
CervVICES. It 1 the focus of the Rezearch and Development
eftart. It is the theme for debate of the defense budgetl.

Arnd  too, it i1s as stated, the ohjective of the acguisition
proacess.

Far too often  1in past  vyvears the requirement of the
nation’'s =security has not beern the compelling reasan for

tevyang a1l en. I some instances, manuwfacturers simply

demanstrated the applicabkility  ar adaptability of a prodoct

too milatary use, Tt was  then procured by the various
services  and wncorporated into  inventory. I most cases

these dtems quickly turned into  the "BEdeele" of the motor
pools and stock vyvards of the wvarious post, Ccamps, and
stations before the 0D paint dried on them.

In other instances the degire to capbtuwre the ultimale 1n
revolutionary technology stretohed ouwt the process to freld a
system to fifteen vyears or more. This resulted in numerous
changes 1n  design and coset overruns of millione of dollare
only to find that the system was out moded within a few

yeareo,

o
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In still other cases, cspecial interest projects were

:‘v B
.’,‘
X/ . . .
ﬁ‘ devel oped by near -~ sighted flag officers Ffor selfish
Q h
1he , ) 4
!é~ careerist reasons that were tar removed +rom the wgent needs
Y
R AN
of national security.
biYa
0 How then stiould the needs of the services be
Rt determined” What should be the focal point 1n the decisiorn
B
" making process  for  the procurement of new weapon systeme™
»
-4‘..’ ’ . . . . 4 .
S The answers lie clearly and explicitly in the delineation of
£
gh | national purpose  and  the strategy which the nation ascribes
LAY
to for the attainment of that purpose. From this strategy
4‘.
i thern should evalve the military doctrinal concepts that are
\'
d
\
;ﬁ both & product of the past and are futwistic 1n anticipating
B o X
a3 the battlefield conditions and needs of the armed forces.
= Tri 1975, Marshall A.A. Grechhkao, then Minister of Defense
- oif thee Soveet Undon, descoribed military doctrife as a prodoct
o nmational goals  and objectives. He argued that doctrine
1 ’
N
{g muet address the following gquestions:
]
' »
¥
L TN
) o What enemy will have to be faced 1n & possible war™
LN
AN . . .
j& c khat 12 the nature of the war in which the state and 1te
~
'.. - - -
by armed forces will have to take part?
A\
. (w] What goales and missions might they be faced with 1nm such &
-
18 war
‘-‘" !
S8
. ' o What armed forces might be needed to perform the assigned
,.’I 4
. mission”
Ty g
y "‘1 . _ .
T © How are preparations for war to be implemented™
L) Ky
[ .
Q{‘ o What methods must be used to wage war?
1 N8,




.s O - - I 8 g . = ey ¢ & Lok Son e 4 rw wrew f

AN . ) . . )
?, s Whia 1l e democr ata o corieties da  not Fév e the gulidepanst of

KEAL 1declograal and  operational goals  to  lean  any, military
/5 gouctrane stal1l muet derive 1te basie from operative national
b o

strateg,y that 16 both political and adversarial, but, rooted

in nationad concern. It is +From here thiat the militer v
'gﬁ establishment  must take 1ts missions  and  then  eqguip and
structuwe the force to provide for the  gecar ity of the
e%i ratiorn. The acguisition of military hardware  then 1s &
Yy result ot an understanding of the national strategy and the
formual &ty an ot doctrisal concepts 1n military  terms ho
provide the means for accomplishment of that strateay.
Qﬁ cach  arm of service has a specific function ar mission
=rea  For whaoh it s responsible. The Sroy 1e responzible

Ty land wartare and air defence. It must cantinually

\
'@ j arisd v I theoe are thoogh e fowmalazed  process calleg
e
R Mrwsi ons Fireas Pavalyel s, fhe amalyste manitor changes in the
L% . . . . . .
£ r eest Yo fret ] orasd A Nl SR ded 11 e e 1 oo et gy
5 :

>

2T

ol emes s Choan e i capabvility and operational corcepte: new

7

<4
W

cppor tunntles to reduce costg and  emerging technol ogr el
Ay opportunr ties,

] . . ) o . .
X > Hhiery & deticiency 1@ identified the immed) ate reapcnice

B51oEm. Maraous

' 1s  nob necessarily & proposal far  a new s

” alternatives to solve the problem are  considerad. These

imnclude:

:. 5 o Changing doctrine and tactice.

" o Chanrging force level and force mis.
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l
l

o G o e s

o Training.

o Frocuring additional equipment already in production.
o Upgrading existing equipment.

o Using commercial equipment.

a Using foreign equipment.

Only atter & determination that none of these solutions will

solve the problem - either individually or 1in cambination -

should the development of a new system be coneildered.

thern 1s the beginning of the research, developmen

3

acqQuigitian process.
Having +irmly anchored the acauieition proce

natiansl strategy, &  quick look  at the traditional

that scouaght to accomplish the chiective of the process

order. It is composed of a series of sequential steps:

i

o Frogram Initiatioan

o Concept Bxploration

!

o Demonotrationsval idation

)

Full scale engineering development
o Froduction & Deployment
While these steps may appear to be logical and simpd

have 1 +act turned inte a buwreauwcratic nightmare that

Thie
t aricd
e to

me Chod

i

T

& they

by ead

inefficiency, recsults in cost  overruns, and Fake +ifteen

yvears to complete,

The reguirements on industry are fantastic. In detfining

system reguirements, there 1s a mass of specifications and

requiremenrte bazed upon lescsons learned in

past

LAROSO0G
-;ki"e ".;‘ ~"‘ .“: }




acquisitions, In fact, there are some 45,000 milaitary

specifications, data requirements, management systems and
¥

¥ . . .

4 contract termse and conditions that were rather capriciously
'ﬁ

drawn or applied in the acquisition of a single system. Buit:

'y what worked in the past does not nececssarily apply in the
'y

"

4" same way today.

‘ It 1ie from both the desire and need to refine or upgrade
% all aspects of the acqguisition process, with the eye to
I\

,; deliver producte at lower cost but with equal or greater
R

» quality, that has produced the required reform in  the
:_ acquicsition process.

s

NN Contrary to popular belief, streamliming 1s not &
o

ff separate and distinct acquUisition process. It merely
i recognizes the 1nefficiencies in the traditional process and
4

\

) cserkes to find and use a strategy that captures the 1ngenurty
) . .

i ot pecple working with the processe at the nost opportune
he time. It allows flexibility 1n a system that was rigid. It
R

i

0w seeks to 1involve 1ndustry early in the acquisition cyvcle 1n
&

0 . . . .

e order to use their esperience, judgement, and creativity in
i the application of military specifications. It "streamlines®
W

W )

}b the thousands of data requirements, contract terms, and
ﬁ.‘.

N conditions. It combines certain steps 1n the acguielition
h cycle, thereby cutting the time required to fi1eld a new
b

ﬁ syetem in hal+t. It recognizes the trade - offse that must
y

&

b .

[ occur between personnel, training, resource development,
b: logistics support development, system 1ntegration and the
.'

W , . .

p: engineering design of the system and 1nvolves these actors

D)

"
o 10
R
N
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’

early in the demonstration and experimentations phase to

facilitate total system development. It acknowledges the

fact that complex technoleogically advanced systems can only

function to the capability of the man operating the system

and therefore includes +from the onset human factors in the
5

design and engineering etfort.

Ttie program manager is the key. He 1& responsible far
devising and tailloring the acquisition strategy that will be
ueed  in a particular acquisition  program. He 1s 1ibewl se
charged with the responsibility of inswing that the
productiorn and distribution of the new weapon system i
b owght 111, an time, and &t cost. It devising his
aeguisition strategy, using the streamlining approach the
pProject marager should consider the application ot the
Tollowing principleoc:

o tilization of contractor ingenuity

o Freclude pre-mature contractural appilicaticon of military
specitications and standards.

(4] Specification of system level requirementse i1n tunctional

terms at the onset of the demonstrationsvalidation phase,

[25)

o state  in the request {+or proposale and contracts, the
performance requirements rather than detailed how -~ to
procedures.,

o Control the establishment of contract requiremente

o Pursue economically producible, operationally suitable and

field supportable designe.

11
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0

o

iy . ) C . . o
(I w Enaure complete production specitications while providing
f% contractor flexibility to optimize design.

ﬁ?

:l These principles identify and assist the program manager 1in
L implementation of improvements needed 1n the acquistion
Bt process that result 1n specifications, standards, terms and
&

pls conditions that are tailored to meel only essential
b

+W operaticnal and  support reqguirements 1n the procurement of

‘ 6
99y quality products.
(A1)
S i . — .
3! ﬂ One i1mportant aspect of streamlining deservesz special
99
o &“ . C
Nl attention. In Aformulating the acquisition stategy, the
K program manager must plan to incorporate in the design
X
o
:;, considerations future applications of evolutionary technology
&,

W

m, that will improve the capabilities of the system under
L* development. These improvements, planned for at each stage
N:::.:
%ﬁ, ot the acguisition process, goes beyond the stated or current
R

o

& p . .

p@ per formance envel ope to achieve a needed aperational
Y capabtrlity, consistent with Mission Area Analysis, This 1
:-
: . called Fre - Flanned FProduct Improvements (F3EI). The basic
5:1::
L, chhjectives of P31 are:

J

o C Shorten the acquisticon and deployment time for military
o::'

£]
ﬂé systems.
‘.::..

" ) ‘

O o Extend the uszeful life of a systen.
*? o Reduce technical, cost, and schedule risk.
YWyl
3 » o Improve system suwrvivability and endurance.
e | .

O A FII effort has three distinct phases:

I
e

4’. )

l’.
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Fhase 1I: The planning and research necessary to determine

how a system can and will evolve in response to advancing
technology or projected changes in  the need. Thie effort

continues throughout the lite cycle of a system.

Phase I1: The incorporation of considerations i1into the
design of the eystem or the development of anm Acquisition
Strateqgy which facilitates future improvements to  the
cystem. Thise effort occurse when it is cost effective and
operationally effective to do so, e.g., during development,

production, coverhaul or conversion.

Fhiase TII: The application of actual improvements whiich take
advantage of Fhases I and 11, Thic eftort occcocurs when the
need dictates.

Complementing the acquisition process with a plan to add
advanced technology to deployed systems car have a posilive
1mpact upon  the a&bility of the service to counter the
threat. It further minimizes product life coycle ocost.
Morecwver in & period of constrained real growth in milaitary
appropriations, FZII allows the service to retain state of the
art performance through plenned upgrading.

The military services are striving to mest the wgent
needs oot national security through the modermization of 1te
equipment. The 1nitial infusion of dollars to support this

effort inm 1981 has proved to be but a patchwork sum. The

Army, alone, estimates that it will +all short some 200




.mg billion dollars for the procurement of items 1dentified 1n
. itse tfive year program. However the reality 1s that the
‘ﬁﬂ country simply cannot support continued growth i1n the defense
:aﬂ budget . It 1s therefore incumbenrnt upon the services to
devige and wplore  innovative means to efficiently and
o effectively utilize the funds that are allocated to achieve
g ‘ and maintain & combat ready force to deter the threat,
" Acquisition Streamlining 1s such an initiative. Through the
tailoring of specifications and operational requltrements,
Tt reduction of contract management and reporting requirements,
simplification of the acquisition process and the use ot pre -

)l anned product improvement, cignificant cost savinges can he
realized 11 the acquisition ot npew weapon systems. [
ot addition to 1mproving efficiency and reducing cost, thic
qﬁ reform 1nitiative 15 needed to restore discipline to the
.¢1 acquislrtion process, to change attitudes withon the system

and  to restare public confidence in the procurement activity,
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